I. INTRODUCTION
Endry felt that a radical step within the company was necessary to achieve internal information integration and best business practices. The result was PROOF, or Process Reengineering to Optimize Operational Functionality, a term adopted after a company-wide naming contest. The goal of Project PROOF was to implement vanilla OneWorld Web worldwide for internal use by over five thousand employees of the company.
Endry initiated PROOF at a time when the company was going through global restructuring made necessary by declining revenues, increasing competition, and a turbulent economic environment. During company-wide restructuring in 2000, the top management of J.D. Edwards refocused its corporate vision to:
We deliver agile, collaborative solutions for the Internet economy.
But the company first needed to make sure its own house was in order. Endry did not see the project as merely an internal ERP implementation.
OneWorld is a flexible, highly functional solution that's perfectly
suited to the way we run our business. We want to realize the same benefits we preach to our prospects and help mature our Web McVaney and Thompson's design and implementation of WorldSoftware brought success to the company. By the mid-1980s, J.D. Edwards was being recognized as a leading supplier of applications software for the highly successful IBM AS/400 computer, a direct descendant of the System/38. In June 1996, the company introduced OneWorld, a GUI-based configurable enterprise solution.
II. HISTORY OF J.D. EDWARDS
OneWorld combines a full range of platform-independent applications with an integrated toolset, which permits organizations to configure their systems and applications as their needs change. In addition, OneWorld integrates with WorldSoftware, allowing existing WorldSoftware customers to preserve their investment with an easy migration path to the advanced, open systems functionality of OneWorld. Table 1 summarizes the company's products. J.D. Edwards distributes, implements, and supports its software worldwide through 55 offices in the U.S., Europe, Middle East, Asia, and Latin America and more than 350 third-party business partners. To help achieve maximum benefit from its software, the company provides implementation, education, and support services through its own direct services organization called Global Enterprise • Operational Excellence: Deliver high productivity and profitability by institutionalizing processes and tools, instilling discipline and accountability, and creating highly effective and efficient organizations.
• Focused Revenue Growth: Maximize revenue from such growth products as Advanced Planning Solutions (APS), Customer Relationship Management, the installed base, and Services. Increase revenue contribution from new products.
• Knowledgeable and Committed Workforce: Build a world-class leadership team. Implement employee rewards programs tied to performance and business objectives. Deploy a company-wide communications process. Redefine and enforce company culture.
• World-Class Marketing: Build a World Class marketing organization to drive the product/segment strategy. Develop visionary, leapfrog solutions. The use of enterprise software does not guarantee integrated implementation.
Some production systems were based on WorldSoftware and others were using OneWorld. Thanks to the coexistence capabilities of these products, it was possible for them to use a single integrated database. But the original implementations focused on the specific applications they were intended to serve and did not take advantage of the degree of integration afforded by OneWorld.
Information fragmentation and duplication were pervasive. The use of third-party software was not uncommon. Project PROOF was specifically intended to address such issues of information integration and standardization of processes.
There were also the obvious benefits of lowered software deployment and maintenance costs of a web-client rather than a fat-client environment 4 (view video comparing web-client and fat-client environments). Business Process Owners, and Development.
• The internal IT department would provide technical and application support for the deployed software.
• GES would play the consulting role.
• Business process owners were identified to lead the effort to change business processes.
• The internal development group would make sure the Web product worked as intended.
Representatives from all geographies in which J.D. Edwards operates were included on the PROOF project team.
OBJECTIVES
The objectives of Project PROOF were clearly developed in various meetings 6 as follows.
• Drive internal business processes toward best business practices already supported by vanilla OneWorld web product In one sense, PROOF was not a single project but an umbrella of related projects tied to a common theme and objectives. The objectives were not easy to achieve. Implementing vanilla OneWorld web meant no customizing. But this principle assumed a perfect Web product, which was not available at the time.
There were questions about product readiness. Maturing the OneWorld web product meant getting the inevitable bugs (or "software issues" as they were called in the company) out of the product. It also meant testing product reliability, performance, and usability in a production-like environment before it could be showcased. The issue of the extent to which the product captured "best business practices" was not cut and dry either. However, the team felt that the former was much more likely than the latter, so they established change procedures that involved all major functional areas within the organization, including Development, to address scope change requests.
In their June, 2001 project plan, the project team identified a number of specific objectives, their projected benefits, and measurables to assess the benefits. Table 2 is a sample list. 
PROJECT SCOPE
The scope of this project was to migrate all users and functionality from WorldSoftware to OneWorld web globally across the enterprise. In all, the project impacted five main groups of business processes:
1. Order to Cash: The processes included the deployment of Sales Order Processing, Maintenance Billing, Call Handling, and Pricing among others. 
PROJECT TIMELINE
Detailed schedules and project plans were created for each phase of the rollout.
The overall timeline of the project is shown in Table 3 . 
PROJECT TEAM
About 200 employees were assigned to Project PROOF, some full time and others part time. full-time equivalent (FTE) was about 125. Considering the key objective of driving internal processes towards best business practices, it was deemed critical to identify senior managers in user departments to serve as process owners for the major process areas. Process owners had major responsibility for leading the effort to change business processes and for process integration across functional boundaries. Process owners, in turn, identified the people within their own organization who would participate.
As the project organization shows (Figure 1) The premise behind the model company approach is to define worldwide processes, procedures, practices, and requirements up front, roll the system out to a pilot site, learn from the experience, and eventually roll the system out in a phased manner to the remaining sites. Mitchell focused on the user participation aspect of this approach:
In Although the overall implementation strategy was phased, some aspects of the implementation were 'big bang'. For example, because Accounts Receivables was a "non-coexistent application" in that it could not be used with WorldSoftware, it had to be rewritten for OneWorld. Jobcosting was another application that needed to go big bang because it required a change in the Chart of Accounts (COA) -it would be inconsistent to change the COA in one part of the world and not in others.
Implementing a model company approach was not as simple as it seemed at first. According to Henneck "We struggled a little bit with having a clean model company defined because we had many projects in process when we put Project PROOF together." Some projects already implemented global requirements in their approach, but others just looked at the U.S. and Canada to build their solution. Therefore, in some regards, the model company had to be "patched"up"
after bringing all the projects to the same level. Furthermore, the model company covers only the processes that can be standardized globally. However, local 
Modeling Processes
Modeling processes was integral to process reengineering and streamlining.
Most groups modeled as-is and to-be processes 9 . Using software called Solution
Modeler for creating graphical models, the team translated the best business practices supported by OneWorld into graphical process models required for these applications. Viewing as-is process models enabled users to examine flaws in existing processes and to develop better to-be models. A company document notes one such instance:
The give customers an excuse to leave, they will leave." The HTML client was rewritten to speed up response -a major job.
Bugs
Besides performance considerations, the inevitable bugs crept into software.
Detecting and fixing bugs was effort well spent, according to Mitchell. 
Scope Changes
Any action for any reason that required modifying standard software and moving away from the "plain vanilla" model, developing ancillary programs not identified and budgeted in the original project plan, acquiring third-party software to supplement OneWorld functionality, and implementing additional applications, This form is to be used during the internal OneWorld® deployment. Its purpose is for requesting work that is out of scope from the Integrated Project Plan. Only once the work request has been reviewed and approved by the Sr. VP in the affected process area should this request be forwarded to the Program Manager.
Short Description:
Briefly describe the request for work, including what module of OneWorld® the request is related to.
Justification: Process Owner:
Indicate the importance of the request. Include any alternatives and the pro's and con's for each. However, only those costing more than $10,000 or those specifically targeted by a Steering Committee member were brought before the full committee for formal discussion and vote.
End User Training
The end-user training strategy depended on the applications being deployed.
Some applications such as Accounts Payable were specific to very few users. 
V. RESULTS
The PROOF implementation was within budget but slightly behind schedule. It is definitely a change in the way we are doing business. PROOF has driven a lot of discipline into decision making... It is starting to change the way we make decisions and how we think about the interdependencies of those decisions. That is a good thing.
10 Due to budgetary considerations and the fact that almost all of the initial go-lives were US and Canada based, users from other world regions were not as fully engaged as were North American users, though they were apprised and involved by means of teleconferences and correspondence.
11 The new project manager has extensive international background to deal with the remaining deployments, which are largely outside North America. 
Information quality
A major benefit of PROOF was the improvement in information access and information quality for the employees. OneWorld Web, provides users with the flexibility to access and retrieve information regardless of where they are physically located. Because the collection of disparate, loosely interfaced systems of the past was replaced by a single integrated enterprise system, users can work with confidence that the data they are using is the most current, accurate, and consistent available. Business process modeling and reengineering efforts uncovered inefficient business practices. Minimizing customization (keeping the implementation as "vanilla" as possible) was crucial to the success of this project. Going in, the company worked with a clear implementation methodology, although later they combined it with a newer methodology, utilizing whichever methodology had the most strength for a given problem. Although the user buy-in waned a little because of the length of the project, intermittent delays, and staffing and other implementation issues, a phased approach helped make the implementation less disruptive to the enterprise overall and easier to manage. 
WHAT'S NEXT?
An important goal of PROOF for J.D. Edwards was to get all of its employees using OneWorld Web. This goal was achieved. Until overtaken by events, the firm set the following goals:
1. The next phase would focus on additional process improvements, and process integration .
2. New opportunities identified during PROOF (e.g., expanding the Order- 
